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Introduction

The Model Juvenile Justice System Planning Guide is
intended to chart the major activities in the juvenile
justice area which the College of William and Mary Metro-
politan Criminal Justice Center will undertake, in close
cooperation and coordination with the host City Councils,
City Managers' Offices, and appropriate city, regional and
state agencies. The policy deeisions reflected in this
document are based on information and recommendations
received from local, regional and state criminal justice
personnel; on the baseline data (see Metropolitan Criminal
Justice Center Baseline Data Outline, November 30, 1971)
which has been and continues to be collected and analyzed
by the Pilot City staff:; on recommendations and ideas found
in the juvenile delinquency, criminal justice and child
services literature; and on proposed solutions suggested by
Pilot City program staff members. The Planning Guide also
draws heavily on the MCJC Comprehensive Juvenile Delinquency
Control Plan (published on May 9, 1972), attempting to place
the needs identified in that document into an overall con-
ceptual framework and to identify specific steps by and re-
sponsibilities of the Pilot City program for addressing those
needs. The Planning Guide has attempted, for the convenience
of the reader, to condense and summarize all of these sources
as much as possible; more detailed data and analysis is avail-
able from the program staff on any aspect of this publication.

This Planning Guide should also be read with reference
to the College of William and Mary Metropolitan Criminal Jus-
tice Center Operational Guidelines (July 28, 1972), which
state the basic purposes and research duties of the Tidewater
Area Pilot City program and ectablish criteria and guidelines
for the execution of those< duties. Material in that document
is not repeated herein.

The Planning Guide is divided into five sections dealing
with General Issues, Police, Courts, Corrections and Data
Management.




I. GENERAL ISSUES

A. Statutory Reform

Basic policy issues concerning the definition and
processing of juvenile delinquency must finally be resolved
by the appropriate legislative bodies at the local and state
levels; the Pilot City Program has no policy-making role.
As a research and planning unit the Program does have the
responsibilities of pointing out issues which others might
consider, providing the necessary analysis and information
needed by local and state authorities in the legislative
and policy-formulation processes, and assisting in experi-
mentation with and evaluation of various possible resolu-
tions. Three issues merit particular attention.

1. General legislative revision. The Virginia General
Assembly is expected within the coming year to make techni-
cal changes in the Virginia Juvenile Code to clarify various
ambiguities and resolve inconsistencies. Although a welcome
and useful development,this revision will not provide the
Commonwealth with a modern, comprehensive statute addressed
to the delinguency issues of the last third of the twentieth
century. The Pilot City Program will develop a model statute
which addresses the two jurisdictional issues discussed imme-
diately below and the other issues raised throughout this
Planning Guide in order to stimulate further public and legis-
lative consideration of the juvenile justice system.

2. The non-criminal act. The juvenile court may actually
perpetuate deviance. "It does so by redefining normal problems
of children and youth as special problems requiring legal action
and restraining controls. In a real sense it causes delinquency
by processing cases of children and youth whose problems might
be ignored, normalized in thelr original setting or dealt with
as family, educational, or welfare problems'" (Lemert Instead of
Court: Diversion in Juvenile Justice, National Institute of
Mental Health (1971), 9).

Truancy, runaway, incorrigibility, beyond control, lewd or
immoral conduct, and endangering the health of morals of oneself
or others all refer to problems which may be least amenable to
legal control and thus more appropriate for diversion to other
public or private resources. (Rubin, Legal Definitions of Of-
fenses by Children and Youths, Illinois L. Forum, 1960, Winter,
512-523; Alfred Kahn, Sociology and Social Work - Challenge and
Invitation, Social Problems, 1957, 4, 220-228.. Although argu-
ments for legislatively and/or operationally removing such of-
fenses from the jurisdiction of the juvenile court are persua-
sive, the arguments have seldom or never been tested empiricallv.
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3. Juvenile traffic offenses. Approximately 30%
of the cases in the juvenile courts of Tidewater involve
charges arising out of the operation of a motor vehicle.
The President's Commission of Law Enforcement and the
Administration of Justice has recommended that all juvenile
traffic offenses, except vehicular homicide and driving
while under the influence of alcohol or drugs, should be
heard in the adult traffic court (The Challenge of Crime in
a Free Society, the President's Commission on Law Enforce-
ment and Administration of Justice, 1967, at 85). Two major

'easons are generally advanced for the removal of traffic
offenses:

a. Driving requires adult skills and responsibilities
and is an adult privilege; a juvenile accepting
this privilege should be held to the same standards
as an adult and the same restrictions. The sugges-—
tion that such conduct is indicative of delinquent
tendency 1s implausable, and exposing children to

more severe sanction than an adult could receive is
unfair.

b. The major thrust of the juvenile court should be
focused on serious and repeated juvenile offenses;
the resources of many courts are severely strained
by the heavy caseload of juvenile traffic offenses.

Again, the means and the effects of achieving such a
radical transformation of the juvenile court have not been
adequately evaluated and, at the very least, will require
substantial and complicated planning.

The Pilot City Program will devote considerable nesounrces
to Zhe dinvestigation of the Local need for, Zhe development
0f Lnformation about, planning for, experimentation wiith, and
evaluation of Youth Services Bureaus and othex changes in the
dcope, content and operation of the juvenile justice process.

B. Criminal Justice Planning

Both the Operational Guidelines and subsequent sections
in this Planning Guide call for the Pilot City program to
effect substantial improvements in local criminal justice
planning processes. In addition to the planning activities
described below, the Pilot CLty program will (1) provide fonr
the tradining of personnel throughout the juvenile fustice
sdysitem Ain reseanch, pLanning, data control, and management
and (2) establish one on monre full-time, shonrt-term (one to
834x monihs) internships in the office of the Metropolitan
Criminal Justice Centern fon agency personnel to conduct spe-
cific planning on researnch activities while on Leave of ab-
sence from thein agency.
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C. Discretion in the Juvenile Justice System

The innumerable discretionary decisions made in and
during the criminal justice and juvenile justice process
have been preliminarily identified and critiqued in recent
years by the President's Commission on Law Enforcement
and the Administration of Justice and other scholars in
the criminal justice and administrative law fields [see
e.g., Davis, Discretionary Justice, A Preliminary Inquiry
(1969)]. The issue has rarely been the subject of concen-
trated study or of efforts at narrowing, confining, struc-
turing, and checking discretion. In addition to the various
programs and activities proposed in the following sections,
the Pilot CAty progham will conduct an on-going phodfect
involving (1) the sftudy of the exercise of discretion at va-
hious stages of the juvendile jusitice process and (2} effornts
to Amprove and sthucture decision-making.

D. Public Participation

The issue of the appropriate input of the public into
the planning and operation of the program of the Metropolitan
Criminal Justice Center has two aspects -- public partcipa-
tion in the general planning activities and policy decisions
of the Pilot City program and public participation in various
aspects of the programs receiving Pilot City assistance. The
Pilot City Proghram will (1) support appropriate cdtizen par-
ticipation An all projects to which Lt confributes substan-
tial planning or othern assistance, and (2) support efforts o
achieve appropriate ciiizen pariicipation in the vardous Local
agencies Ain the TLdewater Area.
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II. POLICE

Unlike the specialized agencies in the rest of the
juvenile justice system (juvenile detention facilities,
juvenile court, juvenile probation department, juvenile
correctional facilities), the police do not deal only
with problems of and caused by children. Efforts at
change and improvement cannot be focused only on the
police juvenile division (assuming one exists) because
such a divisicen is a back~-up unit for the patrol officer
and because general departmental practices and policies
are the main determinant of the juvenile bureau's duties,
operations, and effectiveness. Thus, unlike the other
responsibilities undertaken in this Planning Guide, the
police activities of the Pilot City Program will be ad-
dressed to the entire range of police issues.

A. The Pnlice Role

The accretion to the police over the years of a great
number of non-criminal responsibilities (usually because
no other agency was capable or available) is, unless con-
sciously checked, likely to continue as our cociety grows
ever more complex and the accompanying need for governmen-
tal regulation and services increases. The resulting am-
biguities, contradictory demands, and police-role conflicts
may also be important sources of police community frustra-
tion.

In order to have a model police system, communication,
understanding and cooperation with the community at large
and other public and private agencies are essential.

It is the community being served, acting through its
elected representatives, which must determine kasic roles,
policies, and goals for the police. The Pilot City team has
no legitimacy or authority to participate in the final reso-
lution of these issues. It should, however, formally and
informally press upon the host jurisdictions the need to make
such decisions and provide informatics to the City Councils
through the City Managers' offices on alternative policies
regarding the police function and on alternative means of
implementing those policies. The Pilot City team is also
responsible, along with local personnel, for analyzing (and
developing means of analyzing) the tangible and intangible
costs of both crime-related and non-crime-related police roles.
Finally, the Pilot City team is responsible for attempting to
help our host.cities experiment with and study the methcds and
the effects of alterations in the police role.



Thus the PLlot CLty Program will sinive to fosten
consideratdan by each of the host furisdictions of the
phrecdse nespcusdbilities of the police and will provide
information and othen assistance for the consideration
of this Lssue, for experdimentaition with various possible
hesolutions of this {ssue, and fon the development of
mone Aophisticated means of continually re-evaluaiting Lhis
Lssue An the future.

B. Research, Planning and Organization

The issue of the police role raises the related ques-
tion of the develcpment of efficient and appropriate stra-
tegies for police implementation of the city's law enforce-
ment policies and achievement of its law enforcement goals.
Police departments and other agencies in the Tidewater Pilot
City area realize that the requisite research and planning
capability is currently not available.

The development of an adequate police research and plan-
ning ability will require the establishment of new units with-
in the departments. (The actual form of such units is itself
a question for research, planning, experimentation and evalu-
ation.) The first step in this development must be the impro-
vement .of communications both internally and externally. A
viable police organization must have an internal command

"structure which provides for the effective exchange of infor-

mation from the various hierarchies within it. Those in upper
levels must not lose sight of the fact that that a police de-
partment's effectiveness is measured on the street and there-
fore must not must not allow themselves to become isolated in
an ivory tower of administrative responsibilities that do not
relate to the delivery of police services at the street level.
The inclusion of line officers in mid- and long-range planning
efforts (for example, by rotating line officers through the
planning and research unit or including officers on departmen-
tal task forces to plan for future needs) is a must.

A sophisticated and adequately staffed research and plan-
ning unit must be available to all departments if administra-
tors are to have access to information and alternatives for
rational decision-making regarding (a) changes required to
develop and implement strategies to achieve basic city policies
and goals, and (b) experimentation with other structural chan-
ges such as the creation of sgpecial units, utilization of crime-
specific planning techniques, and general means of cooperation - -
and coordination with other agencies.

Assistance Lin experdmental programs to (1) Amprove LAnira-
depantmental communication, (2) Anvolve Line offlcens in mid-
and Long-range planning, (3) develop effective heseanrch and
planning capabllities, (4) Linstitute effective management fecn-
niques, and (5) develop a crime-specific planning capability
musd be a heystone of PLlot CLties efforts in ithe areas of
police reseanrch and planning.
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In the area of police organization the Pilot City
Program will support (1) establishment of a Vouth Services
Unit 4in one cdity, (2) development of a Model Juvenile
Bureau Ln anothen, and (3] hreorganization of a third for
crdime-specdfic eéﬁo&ta Evaluation of Lhese phrojects will
provide the basdis for furnthen activity.

C. Police-Community Relations

Effective law enforcement depends not only on the re-
spect and confidence of the public but on a close, direct ;
and continuous communication between the police and every ?
segment of the population. Strong community ties provide
the base for police prevention, deterrence, deteé¢tion and
control. Perhaps the clearest indication of the present
inadequacies in the relation between the police and the
community is the fact that much crime that occurs is not
even reported to the police.

All police officers must become police community re-~
lations specialists. The requisite interaction between the
community and the police requires police officers who de-~
serve and receive the respect of the community through their
independent and group abilities and actions.

Thus, {fully recognizing both the importance of police
community relaitions and the ineffectiveness of PCR effornts
in the past, the Pillot City program will indilate and pho-
vide assdstance to such efforts upon a deteaminaition of (1)
the relationship of such efforts to other police-related
undertakings (policy regarnding police noles, personnel, po-
Lice planning apd research, ete.), (2) .the p&eaiée sduccesses
and failures, and the reasons ithenedonr, of other PRC efforts
throughout the country and (3) Zhe eéiabﬁ&éhmeni 0f specdpic
goals, specdfic steps for reaching those gaaﬁé and specdfdic
fests fon euaﬂuat&on of PCR effonts.

D.  Personnel Development

In order for any organization to operate effectively it
must be adequately staffed. Determinations of manpower re-
quirements depend largely upon the more basic decisions re-
garding the police role. As these police role decisions are
made (see section II. A, supra), it is the responsibility of
the departments to plan the means of performing these func-
tions (see section II. B, supra), and, at this point, to make
recommendations regarding the manpower required to effect
these strategies. In cooperation with the appropriate city
agencies, the Pilot City Program will support a variety of
personnel development efforts.




Police departments must also carry on vigorous
recruitment and retention campaigns if they are to up-
grade personnel quality. One important technique consists
of efforts at the high school level to develop a future
manpower pool. The PLLoZt City Program will attfempt Lo pro-
vide planning and othen assistance Lo such programs.

Officers must be carefully selected. The selection
process should be arduous and should weed out those who are
not psychologically prepared to accept the immense responsi-
bilities of being a police officer or those who are not in-
tellectually capable of handling those responsibilities.
Personnel standards must be constantly upgraded. The Pilok
City Progham wilLl assist Ain programs aimed at menovLWq the
personnel selecition process.

Once a man becomes a police officer he should be train-
ed in those subjects and disciplines within which he will work.
Basic training must offer instruction not only in crime related
activities but also those of a crisis interaction and service
nature. There must also be regular inservice training sessions
which do not now exist in the departments in the Tidewater area.
Supervisory and administrative personnel must also be offered
additional continuing instruction. Local departments transfer
personnel laterally into a different functional area or upward
without providing guidance as to what the job requires or in-
struction as to how to do it. Officersat all levels require
guidelines for the performance of their duties. The Pilot City
team will provide research assistance Ain this elementary and
trhaditional yet chuclal area.

In order to maintain quality personnel each department
must provide not only adequate salaries but also an opportunity
for career development with rewards to recognize past service
and to stimulate better performance in the future. Officers
should be rewarded for their effectiveness at PCR or other
street activities and should be offered the opportunity to re-
main in the street if they desire without loss of opportunity
for improved salary and other rewards. Towanrd this end, the
Piloit City Progham will thy to help develop more effective and
comphehensive methods of personnel promotion and reward to re-
place the currnent reliance upon subjective evaluations and
standardized written examinations which may measure nothing
more Zhan the ability to memondize.

The job functions of the officer must continually be
reviewed in terms of the goals which have been set for the
department. Those jobs which are menial in nature or which
do not demand a knowledge of street activities (such as book-
keeping, statisticai analysis, etc.) should be assigned to
civilians including professionals, para-professionals, ex-
effenders, police helpers, apprentices, and cadet corps. Alsc.




duty and salary differenti
aides (community service o
fessional officer may stim
and help justify improved
continually upgrade the po
gram will atitempt to Lniiti

ation between civilians, police
fficers, for example) and the pro-
ulate advancement, increase status,
pay scales that are required to
lice service. The Pilox City Pro-
ate and support such experiments.
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IIT. COURTS

A. The Intake Tunction

The intake process, crucial to the Juvenile Court
concept, raises numerous operational and conceptual pro-
blems as it is now generally structured in the Tidewater
area. The most basic is the statutory provision that
lodges the final discretion of whether or not to file a
petition against a child in the complainant, regardless
of the findings of the intake division regarding the best
interests of the child or the public or other findings
regarding the legal sufficiency of the petition. No
similar provision applies to the criminal process, and,
seems totally inconsistent with the intake process and
juvenile court philosophy as now prevails in the Comthon-
wealth. The PLLot CLty program will address ihis policy
question in the same manner descadibed in Section 1. A.
fon apphoaching similan Ls4ue4.

The composition of the intake department, the train-
ing and supervision of its staff, its hours of operation,
its centralized or decentralized location(s), and its re-
lation to the police screening process are all currently
unresolved cperational issues in the local intake process.

None of the local intake departments have developed
or experimented with criteria for the various intake deter-
minations, decisions and dispositions, including informal
probation. Data fully describing current practices is also
lacking at the present time.

Three supplements to the intake process -~ the youth
services bureau, the preliminary conference and the consent
decree -- have increasingly been suggested by various com-
mentators. Nothing resembling these resources or processes
currently exists in any of the host jurisdictions, except
for the CAST experiment (a youth services bureau) in the
Model City areas of Norfolk. The various issues of proce-
dures, dispositions and availability of resources are even
more complicated than the other related questions in the in-
take process, but the claims for these programs deserve ex-
ploration by a pilot juvenile justice system. ’

The Pilot City phrogham will undentake one o more stu-

dies on phograms to explore each of the major Lntake L{88ues
outlined above.

B. Adjudication

With the major exceptions in Sections C & D, infra, the
Pilot City Program will not devote substantial time to the
adjudicatory process. Neither the base-line data or other
sources indicate any serious deficiencies at this stage except

-9-
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that Juvenile Courts in the Commonwealth are not courts

of record, contrary to most nationally-recognized juvenile
court standards. This particular issue has recently been
fully analyzed by a legislative committee and would not be
further clarified by input by the Pilot Cilty Program at the
present time.

C. Counsel in the Juvenile Court

The right to counsel was a fundamental issue in the
landmark case of In re Gault, 387 U. S. 1 (1967). "A pro-
ceeding where the issue is whether the child will be found
to be delinquent and subjected to the loss of his liberty
for years is comparable in seriousness to a felohy prosecu-
tion. The juvenile needs the assistance of counsel to cope
with the problems of law, to make skilled inquiry into the
facts, to insist upon regularity of the proceedings and to
ascertain whether he has the defense and to prepare and sub-
mit it". (387 U. S. 1 at 36) (1967). The child requires
the guiding hand of counsel at every step of the proceeding
against him.

The President's Commission on Law Enforcement and Admi~
nistration of Justice has made even stronger recommendations
concerning the right to counsel:

"Coungsel must be appointed where it can be shown that
failure to do so would prejudice the right of the person in-
volved... Nor does reason appear for the argument that coun-
sel should be provided in some situations but not in neglect.
Whereever coercive action is a possibility, presence of coun-
sel is imperative...,Counsel should be appointed... without
requiring any affirmative choice by child or parent." Pre-
sident's Commission on Law Enforcement and Administration of
Justice, Task Force Report, Juvenile Delinquency and Youth
Crime 81, 33,35 (1967); President's Commission on Law Enforce-
ment and Administration of Justice, Challenge of Crime in a
Free Society 87 (1967).

Except for the rare instances where counsel is retained,
representation of defendants in juvenile court is entirely by
appointed counsel, who receive a maximum reimbursement of $75
per charge, and the State is often not represented by the
Commonwealth Attorney.

The Pilot City progham will explore the provisddion 0f
complete defense and advocacy services for every child ne-
fernned fo juvenile court on non-traffic charges and partici-
pation by the Commonwealih Aitorney's office in evenry sueh
case.

~10-~
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D. Court Management

The Tidewater Area Juyenile Courts are not at present
experiencing serious case backlogs. Other factors and prac-
tices, however, generate average case processing periods for
detained children of nearly a month. Some of the area courts
do not have professional court managers and continue to rely
on traditional methods of management and information process-
ing; there is also, at present, inadequate planning for future
demands. In add{ition Lo experimentation with and evaluation
of the Juvenilfe Based Transaction Statistics Information Sys-
tem (see Section V. A.}, the PiLot City Program will conduct
on support studies to deteamine Zhe management hequirements
of the Tidewater Area Juvenile Counrts and the appkop&&are
functions of a fuvendile court adminisihraton.

-
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Iy¥. CORRECTIONS

"Juvenile Corrections" has tradicionally meant the
process of rehabilitating the juvenile who has been formally
adjudicated delinguent. In recent years, the concept of
juvenile corrections has expanded to include rehabilitative
efforts for those juveniles whose behavior has brought them
to the attention of police and school officials, but which
does not necessarily result in official processing through
the juvenile court. Delinquency prevention activities may,
with equal validity, also be considered a function oi cor-
rections. The same is trueof detention. What all of these
activities have in common is a certain approach to and a
certain group of skills utilized in the solving of 51m11ar
problems.

t

A. Prevention

Juvenile justice system officials and school officials
must Jjointly decide and allocate their respective responsibi-
lities in identifying and treating potential "problem chil-
dren" both prior to delinquency incidence and after the first
incidence of delinquency in specific situations. Truancy and
behavioral problems are two of the most important targets;
Chesapeake and Virginia Beach are now in the final planning
stages of a pre-delinquent identification treatment program
(the Camp Pendleton Project) which will initially address thes
two problems. The various results and effects of the pPOJect
should develop a great deal of knowledge about the approprlate
identification of and responses to predelinquency situations,
should provide important information for deciding the respec-
tive responsibilities of the juvenile justice system and of
the school system for such situations, and should in the long-
run reduce the number of failures produced by each system. Tor
the present, adequate funding for the planning, implementation
and operation of this prOJect appears to be available from
other sources. The Pilot City program has been contacted by the
planners of this project regarding extensive long-term effec-
tivenegs evaluation which should be an integral part of the
project. The PLLot City Progham will support the appropriate
evaluation of Zhe Camp Pendleion Projfect.

A large percentage of juvenile offenses involve children
who are school dropouts or who have a history of school fail-
ure. This may be due in part to the failure of the school
system to provide the child with a curriculum suited to his
needs or to provide the child with the motivation to succeed in
such a program. Local departments of education should examine
their curricula to determine that the needs and interests of
all children are being met. Particular emphasis should be
placed on determining the extent to which the educational and
other needs of the low I1.Q. child, especially that child whosze
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I.Q. falls above the intelligencé level for entrance

into remedial or special education, but below that necessary

to succeed in college or busi.ess oriented programs, are

being met. School systems must also determine the adequacy

of their psychological testing procedures for children who

show signs of emotional disturbance. Finally, the extent to
which the school system and community in general are adequately
responding to the needs of the borderline, retarded, and
emotionally disturbed child must be accurately determined. The
Pilot City Phogham will assdist to the extent possible in the
conduet of such studdies.

The importance of family counseling is beginning to be
recognized in the corrections area; the science of family
counseling is still at a primitive level. It is .important to
know the extent to which family counseling may be useful at
the preventive or pre-delinquency stage. Thus, the Pilot City
Program will provide for a study of the potential usefulness
of family counseling in pre-delinquency situations and in cases
of children referred to the Court for juvenile-only offenses,
which often are indicative oi urderlying family problems.

B. Juvenile Detention

The Pilot City Program is now completing a study of
juvenile detention in Norfolk. This hitherto unavailable in-
formation is already being utilized in juvenile detention plan-
ning in the city. The same study will also provide the design
for a similar study and subsequent programs in three Tidewater
Cities now served by a regional detention center.

The issue of generally agreed upon, consistently applied
detention criteria has not been addressed in the Tidewater Area.

-Detention criteria are required both as a matter of fairness

and in order to make rational plans regarding detention facili-
ties in conjunction with study data showing the incidence of .

various kinds of children appearing before the juvenile court.. .

Such criteria must include the eligibility of various types of
children (age, allegedly delinquent, allegedly neglected, alle-
gedly in violation of "for-children-only" statutes) for various
detention facilities (detention centers, shelter care and cri-
teria for detention or non-detention.

The provision and conduct of juvenile detention hearings
raises another group of issues (timing; prccedure, issues,
representation) which must also be addressed.

The Pilot City Program will continue to give high and
<mmeddiate priordliy to Zhe juvenile detention Lssue and consdidens
Atself nesponsible for the development, testing, and evaluatios
o4 detention proghrams which significantly nreduce the incidence

~13-




0f secure detention while betilen senving the interests of

each child, the count and the community. Towand Lhis end,

the Piloxt City Program will coptinue £o conduct necessary
studies and cooperate with, support, and utilize current Local
and state plannding reganding fuvendile detentdlon in Nornfolk and
the implementation by Chesapeake,Portsmouth and Virnginia Beach
of a group home system which Lncludes detentlon facilities.

C. Dispositional Alternatives

1. Diagnosis and Evaluation. The effectiveness of the
dispositional decision depends, first, on the accuracy of the
diagnosis of the child's needs and the determination of the
treatment program which will most completely respond to these
needs and, second, on the gquality of the available treatment
alternatives. The PLLot CAity Program will design and evaluate
a highly-skilled, pre-disposition, disgnosiic and evaluation
senvice. The Program will also study and evaluate Zhe dispo-
sLtional altennatives presently available to the Count.

2. Probation. An effort is being made to maximize the
utility of probation as a rehabilitative tool. Toward this
end, the PLLot City Proghram will cstablish a model probation
undit to evaluate the nesulis o4 probation field officern pariti-
cipation Ln the diagnostic decisdon, the effectiveness of a
rneduced probation supervisdion caseload, and the effectivencss
of a decentralized probation sysiem Ln providing more adequate
supervisdon of probationerns and utilization of community re-
sounces.

3. Juvenile Correctional Facilities. The Pilot City
Program will concentrate its efforts in the juvenile correc-
tional facilities area on the study and development of local
correctional facilities. The PLLot City Proghram will help
plan, dupport, and evaluaie {1) a regional system of small group
homes, each employing a specific type of Lherapeuiic milieu 40
that comparison of recddivdism nates from each type of trheatment
approach can be made; (2) one or moer public .instiliutions sen-
ving the needs o4 Lthe emotionally distunbed delinquent youngsten.
who requires psychiatric canre; (3) one or more campdng proghamsb
and facilities which will serve deldinquenits whose devianit be-
havion <5 nesponded Lo most appropriately as an environmental
nathen Zhan psychologlcal condition. A non-pundiiive nrecreational
approach may be conducive £o the development of good peen re-
Lation, nespect for authorlity, ego development, and sZatus ac-
quisdtion through non-noim violaitive behaviors. In addition, Zhe
Pilot City Program will encourage the recrudtment of adddilional
fosten homes for Zhe placemenit of dependent and neglected young-
stens in the four-cdty area. Finally, Lt will study the need fox
the establishment of shelter-care facilities Lo serve the depen-
dent and neglected and those youngsterns whose delinquency L4 of &
"minor" natfure, but who require nemoval from thelr natural heme.,
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D.  Personnel Development

Correctional staffs generally must be more highly
educated and more highly skilled in the use of varied treatment
techniques. Thus, in cooperation with appropaiate Local offi-
cials the Pilot City Program will undertake the same type of
personnel program experiments as described in Section I, D,

supna.
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V. DATA MANAGEMENT

A. Juvenile Based Transaction Statistics Information
sttem

Several recent studies (see, e.g., President's Commis-
sion on Law Enforcement and Administration of Justice, Task
Force Report on Science and Technology, page 68) have indi-
cated that the effectiveness of criminal justice agencies is
greatly hindered by the lack of adequate information required
for timely problem identification, problem solving, and de-
cision making. The weaknesses are those associated with any
antiquated manual system, which continues to function, to the
extent that it does, largely on the dedication of over-worked
clerical staffs in the various criminal justice agencies.
These existing manual information systems, desighed at the
turn of the century, do not provide and do not have potential
of providing the quality and quantity of information required
for intra-agency operation and inter-agency coordination.
Antiquated information management is a major obstacle to achie-
ving the goal of a criminal justice system in which various
agencies act in concert to provide protection to the community
and justice and assistance to the alleged offender. Each of
the four Cities comprising the Pilot City research area 1is ex-
periencing these problems. Three have recently completed de-
tailed surveys of the information flow within their criminal
justice agencies; the fourth has developed a comparable base
through several independent feasibility and management studies.
The Pilot City program, utilizing these surveys and studies as
well as its own research, has developed a Juvenile Based Trans-
action Statistics Information System set of specifications which
identifies appropriate data elements and file content. These
specifications will be convented into a system design, which wiLt
initially be implemented and evaluated utilizding a batch phocess-
ing mode 4in one city and an on-fLine figuration in a second. An
effectivencss neview aftern the cities have converted from Zhedin '
present manual system will deteamine which mode should be thans-
fenned to the other two cities in the Tidewater Pilok City area.
The proposed system will contain that dynamdic infoamation essen-
tial to the operation of Zhe system and will provide appropriate
conthols on access Lo Anformation sysitems.

B. Evaluation & Selection of Juvenile Corrections Programs

A major purpose of the juvenile justice structure is the
rehabilitation of juvenile offenders. At the present time,
agency personnel do not always have the necessary information
for determining what should be done when juvenile problems are
identified; as a result, unsuccessful services are often re-
peatedly used because the historical information relative to
to the effects of the various treatment programs has not besu
recorded and is not known.




Although children are complex they are also malleable
and any system whose objective is the rehabilitation of of-
fending juveniles must be able to measure precise changes in
behavior and behavior patterns, which, when analyzed and
reviewed, will aid in selecting and maintaining the proper
treatment program(s).

Measurement of these complex issues of behavior trends
and behavior characteristics requires extensive amounts of
precise data maintained in an organized form. Conventional
and manual methods for collecting and measuring reaction and
behavior are totally inadequate.

The selection of rehabilatative programs should be based
on the proven probability of success for a given or developed
behavior profile. The degree of success will be directly
related to the extensiveness of correlation studies made over
a significant period of time and with a significant amount of
data, thus insuring that the conclusions have been validated
to an acceptable degree. This capability will require, as a
minimum, a form of multiple linear regression correlation
analysis for assurance that all changes in pattern and trend
have been taken into consideration.

Thus, an information system must be sensitive not only to
the informational needs of the juvenile court and juvenile
justice authorities but also to the need for developing and/or
selecting more effective rehabilitative programs for juvenile
delinquents. The evolved system must therefore identify the
needs of th:: £hild so that responsible and responsive "highest
probability" rehabilitation programs can be selected. The
system must follow the child throughout the entire process and
record his recidivism or successful treatment. This informa-
tion must then be used to improve precision in selecting treat-
ment programs for future application to similar children exhi-
biting similar behavior trends.

The Ainformation systems developed by Zhe PilLoit City phro-
gram will be utilized in a systematic effort to explore the
potential usefulness of compufendized Lnformation sysiems fLech-
nology in Zhe evaluation of fuvenile fustice and youth service
programs of agencles responsible for Lhe treatment and cornec-
tion o0f juvendiles.

C. Transferability

The main purpose of the Criminal Justice structure is to
process and control violators of society's laws. Information
is an important tool and must be provided in all forms of
planning, problem solving and decision-making actions of the
agencies comprising the structure. Although the philosophy
and methodology of processing a juvenile through the criminal
justice structure differs in some aspects from the processing
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of an adult offender, a significant degree of commonality
of agency operations exists. In order to maximize the re-
source comsumption associated with the systems design and
programming efforts required to implement the Juvenile
Based Transaction Statistics Information System, the system
should be analyzed to determine which techniques and modules
cauld be duplicated for adult offender processing.

The PAlot City Program wild accomplidh the analysis of

and develop the specifications 0§ an Adulz Based Thansaction
Statistics Information System.

~18~




LT






